THE REAGAN WAY: USING LEADERSHIP SKILLS FOR STRATEGIC SUCCESS
It is generally acknowledged that in 1980 Ronald Reagan was elected the 40 th President of a dispirited country. According to one leadership authority, Reagan's actions to reverse America's sagging spirits, economic stagflation, and national security priorities serve as an inspiration to leaders everywhere. 1 James Strock writes, "Whether one considers his accomplishments in achieving his vision or his legacy in terms of a changed public discourse, Reagan stands as one of the most consequential leaders of our time."
The U.S. Army War College Strategic Leadership Primer notes, "Strategic leaders must be experts in their domain and in the bureaucracy and political environment of the decision making process in a democracy." 3 The thesis of this paper is that Reagan used certain key leadership skills to succeed as President that may be used as a model by other strategic leaders. The competencies of strategic leaders identified in the Strategic Leadership Primer will be used to examine Reagan's leadership skills. These leadership competencies include "Be" disposition competencies, focused on leader values and attributes;
"Know" disposition competencies, focused on leader conceptual, technical, and interpersonal skills; and "Do" action competencies, focused on leader actions, including influencing, operating, and improving.
Present and future strategic leaders may benefit from a study of Reagan's leadership style and skills, skills that may prove a necessity in an increasingly complex and ambiguous strategic environment.
REAGAN'S ENVIRONMENT
The prospects facing The United States in 1980 could scarcely have been worse. Nor did the authorities in the nation's capital have any strategy to improve our situation. We were told, in essence, that we would have to learn to accept these conditions. Learn to do with less gasoline; submit to the ever-rising burden of taxation and the slowdown of the economy; sit by idly while Marxist forces took over one country after another; and hope that through agreements with the Soviets, we could persuade them, by appealing to their charitable instincts, not to exploit our growing weakness. Ronald Reagan, needless to remark, saw all these matters differently.
Edwin Meese III
It is easy to forget the dark days of less than 20 years ago, memorable for gas lines, soaring inflation, the Iran hostage crisis, and Desert One. Unemployment and interest rates were soaring, but the American Spirit was at a long time low. Thanks to The Desert One debacle and the Soviet invasion of Afghanistan, Reagan Defense Secretary Casper Weinberger points out America was just waking up to the fact that its military readiness was poor and unprepared to defend our country and its interests in an increasingly dangerous world. 6 Weinberger writes that during the Presidential Transition period he was "receiving increasingly discouraging briefings about the Soviet gains in offensive military strength during the 1970's-and about the losses we had suffered by cutting our defense investment during the same decade by more than twenty percent -loses in readiness, in new equipment, in spare parts, in research and development and, particularly, in the morale of our troops and our youth. These losses were demonstrating almost every day that an all-volunteer system could not work unless it was better led and supported."
Reagan and his national security team in particular faced a special challenge in addressing these issues, particularly in the context of a faltering economy and low public morale. As Reagan aide Dinesh D' Souza writes, "the nations woes called for nothing less than a man who could turn the tide of history g and renew the American spirit... In California there was such a man."
STRATEGIC LEADERSHIP ANALYSIS
"BE" DISPOSITION COMPETENCIES At the heart of our message should be five simple familiar words. No big economic theories. No sermons on political philosophy. Just five short words: family, work, neighborhood, freedom, and peace.
Ronald Reagan, 1980 9 Reagan envisioned himself as the champion of the traditional values that made America great.
And, in his view, there was no greater value than freedom, which is key to his political philosophy: "All of these things -learning to control the government, limiting the amount of money it can take from us, protecting our country through a strong defense -all of these things revolve around one word, and that word is freedom."
In addition to his championed values, Reagan exhibited many character traits that proved essential to his accomplishments as a leader, traits including courage, authority, empathy, grace, discipline, perseverance, and humility. 11 His sense of optimism, self-confidence, and talent for happiness were also 12 key traits he developed in childhood, traits strengthened by his spiritual outlook and strong mother. "My optimism," Reagan observed," comes not just from my strong faith in God but from my strong and enduring faith in man."
Many liberal intellectuals, journalists, and pundits criticize Reagan's leadership ability and his values. In the harsh view of his critics in the intellectual elite, Reagan was a thoroughly inadequate and inept chief executive, passive and disengaged, who attribute Reagan's accomplishments (to the degree there are any), to incredible luck. 14 Reagan is seen as a "B" movie actor who is able to persuade others with his theatrical and oratorical skills, and somehow manages to be in the right place at the right time to achieve political success. According to his elite critics, Reagan cannot be regarded as effective because he was not that smart and had kooky ideas. 15 essentially passive, disengaged figure who was ignorant of the facts or incapable of leading:
Reagan was in fact a tough and decisive leader, one of the best I have ever known or seen in action. He had a friendly and nonconfrontational manner, but it was coupled with resolve and strength. Far from being ignorant, he was widely knowledgeable on a host of issues -often much more so than his detractors. And rather than being passive, he was capable of standing his ground against all comers, including self important staffers who occasionally believed they could or should persuade him to substitute their own ideas for his most deeply held beliefs. knows where he wants to take the country."
"KNOW" DISPOSITION COMPETENCIES
Conceptual Competencies
The troubles we faced, he said, resulted from mistaken government policies, not from any decree of fate or some 'malaise' among the American people. The country and its basic values, he believed, were as sound as ever. If our nation adopted proper policies, he concluded, we could reverse the record of decline in both domestic and foreign affairs. campaign, that Reagan running loose led to a propensity for unverifiable anecdotes and a willingness to say whatever came into his head. 30 Reagan's campaign gaffes were numerous, particularly during the 1980 campaign, and included unintentional statements about creationism, Taiwan, and the origins of the Ku Klux Klan. for a set of ideas... he meant them, and he wrote most of them not only into public law but into the national consciousness." 33 Reagan was a true visionary who did not let prevailing attitudes impair his quest for a freer, safer, and more prosperous better America, or as he called it, a "shining city on a hill." James Strock writes that
Reagan saw his most important leadership role as crafting a compelling vision. 4 Strock calls Reagan faithful to this vision and writes that Reagan "ultimately, through a rare combination of decisive action and superior communication skills, came to personify his vision, propelling it with unmatched force."
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Technical Competencies
He had a good general knowledge of government and far more important, a philosophy that informed, or philosophical rudder that guided him in deciding the vast number of issues, large and small that came before him. He read voluminously and quickly; he knew what he wanted to accomplish and he moved steadily and skillfully to reach his goals... he was easy to brief and his memory was phenomenal.
Caspar Weinberger
In spite of many admirers like his former Secretary of Defense, a major critique of Reagan is that he was too uninterested and detached from the details of government to function effectively. 37 expected others to develop the detailed options to achieve it. 51 Reagan would decide on the plan and leave its implementation to those responsible for carrying it out and hire the best people he could find,
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give them responsibility, and then turn them loose to act. 55 Besides his compelling vision, Strock believes the critical elements of Reagan's leadership approach were his decisiveness, his negotiating style, his use of an indirect approach when direct action was foreclosed, his ability to make positive use of failure, and his unerring sense of timing.
In his presidential leadership, Reagan refused to get bogged down in the day to day running of government, instead focusing on the "big picture" important tasks at hand, important decisions, and communicating and persuading others to implement his vision for America.
Interpersonal Competencies
His success at press conferences and on television and political platforms did not depend on memory alone, but on his marvelous ability to communicate and identify with his audiences. He has a genuine and deep interest in people, and he is a warm, decent and exceedingly friendly man, with whom it is a delight to work.
Caspar Weinberger
Reagan's vision and policy leadership were important skills for this strategic leader, but they would have been incomplete without his extraordinary ability to communicate and influence others. Indeed, Reagan largely saw the role of the President as a 'bully pulpit' for his vision and ideas to change America 58 and the world for the better. In describing this role, Reagan viewed his office as an opportunity for mobilizing public sentiment behind worthwhile causes and noted this power should be used properly and
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for the right causes.
A major criticism of elites related to this presidential role is Reagan's "unworthy" background as an actor. 60 According to critics, Reagan could not distinguish between the fictional world of moviemaking and the real world of public policy. Lou Cannon emphasizes this point in his book on the Reagan Presidency, subtitling it "the role of a lifetime." Cannon writes that in campaigning and even governing, Reagan appeared to be an actor, or acting politician, who spent the best years of his life in Hollywood.
Many pundits argue that Reagan was as "acting president" who converted politics into show business, using his acting skills to persuade people and mesmerize the voters, distracting them from important issues. In Washington Post Journalist Haynes Johnson's view, Reagan led us to "sleepwalk through The President's smile has always seemed to me to have the effect not only of physically lighting the entire room, but even of changing for the better the atmosphere, the discussion, the debate, or whatever else is happening at the moment of the President's entrance upon the scene. Over the years, when seeing him walk onto a stage, take the rostrum at a national convention, walk into a Cabinet meeting or enter a room filled with his legislative opponents, I have never failed to see that magic at work.
Caspar Weinberger Reagan believed in personal diplomacy and developed quite a relationship with Mikhail
Gorbachev during their summits and meetings. 67 In negotiating with Reagan, Gorbachev discovered the President to be an awesome negotiator, proposing and holding firm until the Soviets accepted the zero option INF treaty, which eliminated a whole class of nuclear weapons for the first time in history. In a series of summits over several years, Gorbachev had sought the SDI program in return for any Soviet reductions, but Reagan held firm, insisting SDI was not on the table. 69 In spite of their differences, Gorbachev developed a high regard for Reagan, crediting him for improvements in U.S.-Soviet relations after Reagan left office and telling George Schultz that it was "Reagan who was there when times were really tough." war, Reagan turned out to be our Churchill; it was his vision and leadership that led us to victory."
"DO" ACTION COMPETENCIES
The truth is, Reagan was a very strong leader; more, the strength of his leadership was the vital factor that brought about historic change in Washington and in the world, the ramifications of which continue into the 1990s. A man of lesser conviction and tenacity would have made little headway against the seemingly intractable problems that confronted the nation in 1980, the power of the special interests and the inertia of the huge establishment entrenched in Washington.
Edwin Meese
As chief executive, Ronald Reagan was a visionary and man of action. A forceful strategic leader,
Reagan concentrated on leading and molding policy to his compelling vision. As presidential aide Dinesh D' Souza relates, "Reagan kept his eye on the big picture, seeking to realize his major objectives,"
and "refused to get bogged down in the day-to-day running of the government. " 77 D' Souza notes
Reagan understood that the federal government is such a gargantuan enterprise that if your immerse yourself in its minutiae, you will soon be buried in it, but on issues Reagan cared about, such as arms Like most successful executives, President Reagan combined both toughness and flexibility...He kept his eye on the main objective at all times-astonishing so, considering the number and complexity of issues involved -and seldom could be deflected from his course. But in determining how to reach his goal, he was willing to listen to different points of view, and to try different methods if the original approach didn't work.
Meese credits Reagan's "firm and often courageous leadership" for successes in reducing taxes, fighting inflation, the defense buildup, handling the air traffic controllers strike, the INF deployment and subsequent treaty, the Grenada operation, the Reykjavik Arms Summit and subsequent agreements, and This is not to say that Reagan was without weakness. His ability to delegate and rely on others to implement his policies sometimes led to difficulties in Washington as it did for many Presidents. In
Reagan's case, 'true believer' conservatives vs. moderate 'pragmatists' constantly vied for his attention and favor for their differing agendas. Yet Reagan seemed to manage the government quite well, in spite of his perceived detached operating style. However, Reagan himself blames the Iran-Contra Affair, his only major foreign policy failure, on his detached operating style: "The way I work is to identify the problem, find the right individuals to do the job, and then let them go to it. I've found this invariably brings out the best in people. They seem to rise to their full capability, and in the long run you get more done...When it came to managing the NSC staff, let's face it, my style didn't match its previous track record." 94 Reagan admitted to know and approve of the strategic opening and arms sales to Iran, but denied it was a direct arms for hostages swap and there is no evidence he ever knew of the diversion of funds to Reagan's chief domestic policy failure was his inability to control federal spending and balance the federal budget. The President, however, was able to achieve some relatively minor domestic spending reductions enacted by Congress (he proposed far more) and some reductions in planned defense spending due largely to reductions in inflation and some Congressional cuts. Due to the initial recession and Reagan's defense buildup and tax cuts, deficits ballooned, totaling over 1. Even Sam Donaldson, a persistent Reagan critic, agrees with this assessment, admitting in an interview that he had been forced to reconsider the merits of the man:
We thought he was a lightweight, and maybe he didn't know everything, but he was a tenacious fellow who knew what he wanted. He reminds me of the Gila monster: when it grabs you, you can't get away. He came to Washington to change the world for the better, and for the most part, he did. I didn't think I would say this, but I miss him. There no is no one like him on the scene today.
Not even an assassin's bullet only two months after his inauguration could stop Reagan from his mission nor damper his positive demeanor. His personal courage was demonstrated in this incident that nearly took his life only two months into his Presidency. "Honey, I forgot to duck" he remarked to his wife and joked to doctors "I hope you are all Republicans" as he was wheeled into surgery to remove the bullet that nearly killed him. 111 In spite of his advanced age (70) As James Strock writes, the most important parts of Reagan's leadership approach are timeless 120 and applicable in virtually any setting and center around use of a compelling vision:
His articulation of and adherence to a compelling vision is the single most important element. His management practices succeed because they were built around accomplishing his vision. His communication skills enabled him ultimately to embody his vision. His personal characters traits combined to demonstrate to one and all that he put achievement of his vision above concern for himself...In the many languages spoken in 121 our world...the word "Reagan" now means one thing: leadership.
Today, Reagan's words continue to ring true and inspire while appealing to our noblest virtues, as shown in this passage from his last major public address, delivered in 1992: "And whatever else history may say about me when I'm gone, I hope it will record that I appealed to your best hopes, not your worst fears, to your confidence rather than your doubts ... May all of you as Americans never forget your heroic 122 origins, never fail to seek divine guidance, and never lose your natural, God-given optimism."
CONCLUSION
In spite of many critics who belittled his style and his Presidency, Ronald Reagan is increasingly viewed as a heroic President who fulfilled his vision of restoring peace and prosperity at home and freedom abroad. In this sense, he is one of the most influential strategic leaders of our times and we can learn much by studying the lessons of his Presidency and his life.
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Reagan's competency as a strategic leader revolved around his leadership competencies of a compelling vision, policy direction and leadership, and an extraordinary ability to communicate his vision, influence and persuade. These skills can serve as a general guide and model for other strategic leaders who are skillful enough to develop and use them.
Leaders and managers of all types will also benefit from studying and using the related Reagan management techniques identified by Martin Anderson: establish strategic priorities, change tactical 123 priorities, delegation of authority, and negotiation from strength.
In sum, strategic and military leaders will benefit from the study and use of Reagan's leadership skills as a model, a leadership approach that has been called "timeless and applicable in virtually any setting," for throughout the world, the word
124
"Reagan" now means leadership.
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